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9 NOV 1976

MEMORANDUM FOR: Director of Communications
Director of Data Processing
Director of Finance
Director of Logistics
Director of Medical Services
Director of Security
Director of Training

FROM : John F, Blake
Deputy Director for Administration
SUBJECT : Morale of Agency Employees

1. Attached is a memorandum received from the Director
of Personnel addressing itself to the subject of a survey of
senior supervisors relating to employee morale. As indicated
by Mr. Janney in his memorandum, this survey will be dis-
tributed to incumbent staff and division chiefs within the
Directorate of Administration.

2. I have reviewed a draft of the questionnaire and
believe that it is a thoughtful and well prepared document
which, if properly completed by personnel to whom it is
addressed, will serve as a source of valuable information to
Agency management. I urge that each of you give this survey
your personal attention when copies are received from the
Office of Personnel, and that you in turn impress upon your
subordinates the importance that I attach to this exercise.

£l T e T Plala

John F. Blake

Attachment: a/s

cc: Director of Personnel

at/pDA{  }yde (8 November 1976)
Distribution:

Original - D/CO w/att. UNCLASSIFIED When Separated
1 - Ea. other addressee w/att. From I "lo,ur:)

1 - D/Pers w/att.
¥ - DDA Subject w/att. (DDA 76-5317)
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MEMORANDUM FOR: Deputy Director for Administration

Deputy Director for Intelligence

Deputy Director for Operations

Deputy Director for Science and Technology
FROM : F. W. M. Janney

Director of Personnel
SUBJECT : Morale of Agency Employees
REFERENCES : (a) Memo for DCI fr D/Pers dtd 21 Apr 76, same subj.

(b) Memo for Heads of Career Services fr D/Pers
dtd 22 Jun 76, subj: Agency Employee Survey

1. As you know, a recent Agency-wide survey revealed employee
perceptions of personnel management practices. That survey did
include a relatively small number of questions pertaining to the
impact of external pressures on employee morale. Reflecting his
deep concern with the problem, the Director has approved the
suggestion that we survey senior supervisors on the effects of
recent events on employee performance and attitudes. It is assumed
that senior supervisors can supply special insights, particularly
regarding factors that impact on the overall effectiveness of the
units they supervise.

2. A draft copy of the proposed survey questionnaire developed
by the Office of Personnel, Plans Staff and the Office of Medical
Services, Psychological Serv1ces Staff is attached. Please review
the questlonnalre, note any problems or reservations you may have
with regard to the questions being asked, and inform us so that we
may make any necessary changes. Should'we receive nothing from you
prior to 8 November we will assume your acceptance of the question-
naire and prepare it for dissemination.

3. The questionnaire will be directed to the encumbent Staff or
Division Chiefs in three of the four Directorates and to Branch level

supervisors in_the case of the Directorate of Operations. We do not
plan to survey supervisors but 25X1A

believe this wiIIl not seriously arifect survey results. Results of
this survey should be available during the month of December.
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4. I ask you to provide the necessary notification to Office
and Division Chiefs so that the fact of this survey is known to
them and so that they can be supportive of a positive response from
their senior supervisors.

25X1A

F. W. M. Jamey,

Att.
As Stated
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QUESTIONNAIRE INSTRUCTIONS

This questionnaire asks for your perceptions regarding
the impact of recent external pressures (e.g. Congressional
Investigations, Executive Orders, Freedom of Information
Act) on the Agency and more specifically your immediate
component.

As you read through the questionnaire you will find
that most of the questions are designed so that you should
pick the alternative which is most descriptive of your view
of the given situation. On these items circle the number
of the alternative which is most descriptive of your feelings
or observations. A few items request a brief written
response for clarification, please answer accordingly.

While an effort has been made to make it easier for
you to respond by providing what are perceived as the
possible alternatives to each question, these alternatives
may not adequately describe your particular situation. At
the end of the questionnaire there is a question which asks
for clarification of any such item or for you to comment
if you feel an aspect of this issue has not been covered.
Please feel free to elaborate at this point. We are trying
to clarify the nature of this impact so do not feel overly
constrained by the structure of the questionnaire.

The first few items are designed to provide us with
background information so that we will be able to determine
how different groups have been affected by these external
pressures. This information will be used to analyze
responses of different groups and will not be used to
identify individual responses. Do not sign your question-
naire. Please complete the questionnaire and return it
within two weeks after receipt in the attached return
envelope to Office of Personnel/Plans Staff, 626 C of C
Bldg.

CONFIDENTIAL
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BACKGROUND INFORMATION

Please circle the number of the response to each item which
best describes your situation:

1. How long have you had experience as a supervisor in the
Agency?

Less than 2 years
2 to 4 years

5 to 10 years

11 to 20 years
More than 20 years

LT W
s + & o =

2. What Directorate are you in?

1. DDA
2. DDI
3. DDO
4. DDS§T

3. How many employees are in the unit you supervise?

1. 1 to 50
2. 51 to 100
3. 101 to 200
4. 201 to 400
S.

401 or more

4. How long have you been in your present job?

Less than 1 year
1 to 2 years
2 to 3 years
3 to 5 years
More than 5 years

[Fa B S VAN S I
. L] » L] L

5. Have you been a supervsor in the Agency

1. In one Office or Division
2. In more than one Office or Division

CONFIDENTIAL
Approved For Release 2002/05/01 : CIA-RDP79-00498A000500110002-2
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SECTION A

In this section of the questionnaire you are asked to evaluate
the feelings and/or the behavior of those employees under your
general supervision. Please disregard your personal point of
view and make a judgment in your capacity as an Agency super-
visor. The questions are not intended to evoke a particular
response and should be interpreted without any predisposition

on your part to look for what might be called a '"preferred
answer'". Respond to the questions as straightforwardly as you
can. Should none of the listed alternatives in certain instances
reasonably represent your perceptions on the matter please write
in a brief written response.

1. How do you rate morale in your unit?

Very High
High
Moderate
Low

Very Low
Don't Know

AN AN

N

2. Is the productivity of your unit:

1. Increasing
2. Unchanging
3. Decreasing
4., Don't Know

As a result of the Select Committee's investigations beginning
in January 1975 how do you perceive the following:

3. How frequently as a result of these investigations have
employees raised questions of propriety or legality concerning
their work activities?

. Often
Occasionally
Seldom
Never

Don't Know

[S2 00— SN W ]
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To what extent have the results of these investigations
caused your employees to hesitate to take ‘action?

1 To a great extent
2. To some extent

3. To a small extent
4, Not at all

5. Don't Know

How frequently as a result of the investigations have
employees raised questions about the meaning and/or
utility of their jobs.

Often
Occasionally
Seldon
Never

Don't Know

VTR NN
« s s s o

Are employees more anxious about their status, i.e. fearful
of their job security because of possible changes in or
curtailment of Agency functions arising from Congressional
Investigations?

Many are
. Some are
A few are
None are
Don't Know

Do employees complain more about experiencing difficulties
in doing their jobs, e.g. lack of cooperation from others,
the amount of time required for handling "paper work", etc.?

1. Yes

2. No
3. Don't Know

CONFIDENTIAL
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If yes to 8 please describe the nature of these difficulties.

As a result of the investigations to what degree are employees
showing more indications of disenchantment with Agency employ-
ment, i.e. less inclined to view Agency employment as a career?

To a much higher degree

To a somewhat higher degree
Unchanged

To a lesser degree

Don't Know

In your group to what extent. do you feel the investigations
have had an inhibiting effect on employees being imaginative
and innovative in solving work problems or meeting work

-objectives?

1 They have had a major inhibiting effect
2. They have had some inhibiting effect

3. They have had no inhibiting effect

4 Don't Know

How would you describe the current feelings of your employees
toward Agency management?

1. Positive

2. Indifferent
3. Negative

4. Don't Know
5. Other

CONFIDENTIAL

Approved For Release 2002/05/01 : CIA-RDP79-00498A000500110002-2



12,

13.

14,

Approved For Release 200%/8?{19} I:)&{ﬁ;ﬁ/&)ﬁ’79-00498A0005001 10002-2

(If Applicable) What has been the impact on employees'
willingness to serve overseas?

. *Many have expressed reluctance
. Some have expressed reluctance
No real impact

More desire to serve overseas
Don't Know

[T IE - FAIE SV I ]

If answer to 12 is #1 or #2 please check the following
reasons which in your judgment are important in the mind

of the employee.

1. Concern about excessive constraints on
intelligence operations

2. Fear of personal disclosure of Agency
affiliation and possible consequences

3. Anxiety about family's well-being while
residing in an overseas environment

4, Conclusions that incentives for overseas
service are diminishing or are inadequate

5. Other

Considering the overall impact of the investigations on
how your group functions (morale, productivity, reporting
relationships, paperwork, etc.) do you feel they have had:

A major negative impact
A minor negative impact
No real impact

A minor positive impact
A major positive impact
Don't Know

. s o * e
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SECTION B

In this section of the questionnaire you are asked to view
matters from the perspective of your role as a supervisor/
manager. LExpress your feelings as to the impact events of

the past two years have had on you in your official capacity,
and on the operation of your unit and the accomplishment of
its mission. Respond to the questions as straightforwardly

as you can. Should none of the listed alternatives reasonably
represent your feelings on the matter, please write in a brief
written response.

1. To what extent has the work load in your unit increased/
decreased because of changes resulting from the recent
investigations of Agency activities?

. There has been a considerable decrease
There has been some decrease

There has been no change

There has been some increase

There has been considerable increase

. Unsure

[N I TA N SN

2. Have the investigations had any appreciable impact in
- making it more difficult for you to supervise effectively?

1. Yes
2. No
3. Unsure

3. If yes to 2, would you attribute this difficulty as
being related mostly to: (If more than one please
rank in order of importance)

1. My concern for inadvertant vioclation of law or
Agency regulation
2. Lack of clarity re my present authorities
3. Changes in internal procedures and review

mechanisms
4. Changed attitudes of employees in my unit
5. Other
CONFIDENTIAL
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Do you feel that you have to spend more time on
administrative reports?

1. Yes
2. No
3. Unsure

Does the Freedom of Information Act and/or the Privacy
Act pose special problems for you?

Yes

No

Unsure

Not Applicable

NN

If yes to 5, please explain.

Do you anticipate any particular trouble in the future
_acquiring the kind of staff you need to replace losses?

1. Yes
2. No
3. Unsure

If yes to 7, please explain.

CONFIDENTIAL
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In the foreseeable future, do you anticipate any potential
threat to the continued effectiveness of your unit due to
external pressures, and changes w1th1n the Agency resulting
from the investigations?

1. Yes
2. No
3. Unsure

If yes to 11, please explain.

Do you view the changing conditions in overseas environment
in which the Agency must operate as influencing the effective-
ness of your unit?

Yes

No “\
Unsure

Not Applicable

BN

If yes to 13, please explain.

(If Applicable) Have the investigations had a significant
negative impact on your relationship with foreign intelligence
services and other government agencies?

1. Yes

2. No

3. Unsure

4. Not Applicable

CONFIDENTIAL
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14. If yes to 13, pleasc explain.

this questionnaire on
or if there are factors
operations which haven't

15. If there are any items covered in
which you would like to elaborate
which are impacting on your units
been covered, please comment here.

CONFIDENTIAL

Approved For Release 2002/05/01 : CIA-RDP79-00498A000500110002-2



s l!n’"r\qw- <
pt Fx g -Mm-.m“ ."”M

‘ A tusii -
Approved For Relnas E45ii b1 T it R ToRosam000s00110002-2 Ve "’&-«

21 APR 1976

MEMORANDUM FOR: Director of Central Intelligence

FROM ¢ F. W, M, Janney
Directer of Personnel

SUBJECT
REFLRENCE

Morale of Agency Imployees

[T

-

Memo for LCI fr Chairman, MAG dtd
29 Mar 76, subj: Follow up to
12 March DCI Heeting with MHAG

1. The memoranda subnitted by the MAG members arse
interesting and contain frank expressions of their individual
inpressions as te the state of morale as they observe it
within their Directorate or component. The varied factors
and/or indicators identified as leading to their impressions
may or may not be valid in terms of drahinv conclusions.

The evaluation of employee or orp“ni“atlozal norale requires
the developuent of broader and deecper prcf&sqzonal studies
wilch would include the identification and evaluvaticn of
those factors that are truly indicative of the state of
Agency morale. There is no doubt that the covents of thae
past yoar have had an impact on employses a&s individuals

and on their organizations as groups. Whether necative
reactions are transient or more lasting is hard to deteramine
zt this point.

2o Poor morale is frequently reflected in an increasse
in the voluntary separation rate of ‘‘pood” employees. The
Agency hes not expcric"ced any significant change in this
regard to date, but the peneral lack of opportunities in tie
outside labor market way be an influencing facter. Confirma-
tion of substantial deterioration of employce motivation and
nepative attitudes are other indicators of poor morale, but
theso can oaly be determined by well constructed employee
survey techniques. Uncertainties and uneasiness associated
with changes in organizational managenent, anticipation of

hanges in pelicies and programs, and the circulation of
rumers always create a derree of employea apprehension which
is usually dispelled as new directiens are confirmed. Ve
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have little or no indication that employee concerns have had
the slightest offect on productivity and “getting the job
done.” OGiven recent circumstances, I would certainly expect
employeces to feel concern snd sowme apprehensien for the
future of the Agency, yet such concern and apprehension does
not seem to get in the way of their work., Some of the nmore
tangible effects may be on those with whor we do business.
Can we expect and will we get the sanme degree of cooperation
from foreign iutelligence services and other government
agencies?

3. Much of our employce uncertainty as regards the
future (as related to both the Agency's role and their
personal relationships) will be dispelled with early <decisions
on pending key assignwents, conclusion or reaffirmation of
organizationsl and functional alignments and the articulation
of new directioas. I Lelieve, however, tihat it would bs use-
ful to develop and institute a tailored survey directed at
our mid-level Agency supervisors (Division and Zranch or
equivalent), who are closest to the employes work situation,
to ascertain their views on the key indicators of enployec
productivity, motivatien and quality cof effort. Ofifice of
Medical Services/FPsychological Services Staff and the Office
of Personnel could be jointly tasked with undertaking this

task.
(Sigzad) F. ¥ M. doncey

F, W, M. Jannay

Distribution:
Orig - Adse
- DDCI
- ER
DD/A
D/Pers
DD/Pers-~-P&C

or/pgCc{  }irm (20 Apr 76)

b b ek o i
]

t

Q02(05/01 : CIARARTS-004330900840140002-2

Vi mmhad v bR Wtk Werks

IR
b Ki s heasd & wsn



This document may be downgraded when

CONEIDENTIAL

Approved For Release 2002/05/01 : CIA-RDP79-00498A0(=)0509,1‘71‘3002=§ (p——/ 7 ‘5/7

MEMORANIUM FOR: Deputy Director for Administration
Deputy Director for Intelligence
Deputy Director for Operations
Deputy Director for Science and Technology
Chairman, Senior Bxecutive Career Service Panel

FROM : B, W. M. Jamey
Director of Personnel

SUBJECT 1 Agency Employee Survey

1. On May 19 of this year the Director signed an Employee Bulletin
informing the Agency work-force that an Agency-wide personnel nanagement
survey would scon be undertaken. A copy of the proposed survey question-
naire, which has been developed by the Office of Personnel and the Office
of Medical Services (PSS), is attached. Attachment A reprosents the form
to be used by employees in the immediete metropolitan area, attaciment B
(sanitized by representatives of the DIO) represents the form to be uscd by
employces located in the domestic and foreign field areas. The questions
are the same on both forms but field use required making some modifications.
The questions changed in tho field version (attaciment 8) are noted witn
an asterisk.

2. We ask that you review the questionnaire so that we may be sure
that you understand exactly what Agency employces will be requested to
respond to. Some Directorates have had surveys fairly recently, but those
familiar with tho content of the itrectorate surveys will find only a limited
amount of overlap with respect to the gquestions asked. A significant
percentage of the questions contained in the Agency-wide questiormaire comes
directly from the survey used by the Civil Service Carission in cormection
with its personnel management evaluation activity. It is our intention tha
this forthcoming employee survey will support a continuing effort on our
part to probe various factors influencing the effectiveness of Agency
personnel manogement practices. lHence, the questions are general and
applicable to all parts of the organization. They will serve as a benchmark
for future surveys.

P . !
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I, You will note that soveral questions arve fncluded af the eng
of (he questionuaire rolative te suployee reorale, - Tiw Jirecter has expressed
special interest dn tids mmtier. o porile questions are lindited in
pwber and scope in tads survey becauss the Director has approved the
ShpreSticn 1o queTy mid-lovel SWeTVISOrs wWho, voing close 1o tie wiployee
woTk situation. could oifur some shecisl fnsights s thig aren. U0 Couvde.
this special sorale survey woleh will e given at a lator cate will o
intensive, will bo direccted at @ iipdtad and special saepest of aur ooAioyce
population, and siould 1ot detract fyom this particulsr efiort.

4. The attached gquestiomaire is et i fipal form, i.e., itens noed
to be pwdered. and other miner aliorations nade, however, 5o furiher sub-
staatstive onzaess are conttrplaved. ould you lave any protilens or
reseyvalions &oout any’ item ploase Indors U8 80 LAt niCoSSHYY Chunius ey
Lo accemplished soon.  Should we veceive notiing froem you prioy to dune &9
%o Safil 35URe YOUT @r OrSCHent Bnd prepore the draft cuestionnaire ror
vrinting and dissominatien. Ja indicated previously the survey wall Le
Sistributes to ons of evory Four rployess Ih $aCh CarecT SCTVICS wtiiwT
stationsd locslly or in the £ield. FPersopmel oificers snd Tesistyy erployces
will cocperate i sosing to it that thoss oployeoss ronuosdy sclecidd to
particiyate in tae survey recelve the questiomsaize.

25X1A

PJ&H.&W@

Atts,
A5 Stated

DISTRIBUTION:
Orig - DD/A
Each other Adse
DCI
- ER
- D/Pers
1 - OP/PS
R Do6a

25X1A op/PEC/PS/[ Jemc (18 June 1976)
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